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Eccles: Logistics and Strategy

LOGISTICS AND STRATEGY

A lecture delivered
at the Naval War College
on 7T October 1957 by
Rear Admival Henvy E. FKecles, UU.S.N., (Rel.)

Gentlemen:

I come before vou today with rather mixed feelings. I am
delighted to talk to you, but I feel a sense of special diffidence be-
cause I am going to bite off a very big chunk. I can’t tell you
all there is to know about it — no one can. However, it is very,
very important that somebody take a bite at this problem.

The Atlantic Mouthly of October, 1957 in “The Atlantic
Report on the World Today,” headlined Washington, speaking of
the appointment of a new Secretary of Defense, said:

The task facing McElroy is simply this: to devise
a new military doctrine and to create the military
forces necessary to carry it out in the light of the
changed and changing nuclear facts of life and the
nature of the Communist threat.

Theoretically, under our unification system, the Joint Chiefs
of Staff are supposed to give military advice to our civilian mas-
ters — namely, the high-level government executives who, under
the Constitution, have management of our national security mat-
ters {We must also remember that we have two other masters:
public opinion and the Congress). Until recent years, those re-
sponsible for the management of military affairs could turn to
a classical theory of war for enlightenment in times of contro-
versy. Today, our classical theories of war are clouded by doubt
and cast into disrepute as a result of the nuclear-electronic phase
of the Industrial Revolution, Instead of the military advice — the
military doctrine — being presented in clear-cut manner to the
civilian ma\sters of this country, it would appear that frequently
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the supposedly clear military doctrine is a rather curious mixture
of sound military theory and various party-line propaganda state-
ments. I suggest that this situation requires a reexamination of
everything we know about the theory of war,

In order to make this reappraisal, we must review the
classical theories of war, then study the political, electronic and
nuclear revolutions which have taken place in the last few years
and understand the influence of these factors on the theories of
war, It is for that reason that I speak to you with great humility,
because this is a very great task.

First, I would like to say that the most important element
in war in the past has been the mind of command, and I believe
this will continue to be the most important element in war — the
intellectual aspects of command. We have had some distinguished
gentlemen discuss decision making here, and sometimes the terms
and abstractions which they used were not easy to grasp. Admiral
Bates gave a splendid discussion of certain specific decisions.

Some years ago a very great philosopher, Alfred North
Whitehead, was asked by a friend: “What is more important, ideas
or facts?”

Whitehead pondered the question for a moment and then
said: “Ideas about facts.”

I suggest this thought makes an appropriate kickoff for
8 discussion of strategy and logistics and the manner in which
logistics influences strategy.

In this discussion, I will use certain abstractions and I
will talk about theory. Theory does not pretend to solve problems
— theory does shed light. It helps to avoid or to compensate for
trouble. Theory assists the man who is thinking about a problem,
and it can help him to solve it.

A comprehensive theory of war, among other matters, must
include an understanding of the nature of war. It also must in-
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clude the theory of strategy and the theory of logistics. Today,
I will discuss the theory of strategy and the theory of logistics
very briefly. But, before going into the substance of the discussion,
I will quote a recent comment on theory in general.

Samuel Huntington in an excellent book, The Soldier and
The State, has said:

Understanding requires theory; theory requires
abstraction; and abstraction requires the simplifica-
tion and ordering of reality . . . Obviously the real
world is one of blends, irrationalities, and incongrui-
ties: actual personalities, institutions, and beliefs do
not fit into neat logical categories, yet neat logical
categories are necessary if man is to think profitably
about the real world in which he lives and to derive
from it lessons for broader application and use.

We must start from a sound perspective when we think
about this, and I suggest that the Command Perspective is the
great perspective for those who are interested in the study of
war.

I submit that:

The perspective of command is that point of view
which knows the nature and relationships of the
technical problems of the command; which recognizes
how they affect its capabilities; and which under-
stands the amount of time and effort required to
solve these problems.

The commander must know the tasks, the problems, and
the challenges of his technical specialista. He must be able to rec-
oncile the contradietions which inevitably arise. He must be able
to compensate for deficiency in one area by action in another, and
he must be at times willing to sacrifice one or more special in-
terests in the higher interest of the over-all objectives of the
command. This is not a simple task.

Published by U.S. Naval War College Digital Commons, 1958 19
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To speak profitably about strategy and logistics today, we
must understand the problem which is facing command, What
is war today? Well, war is no longer the old business of two teams
coming out on the stadium after a formal mobilization with a
referee, the laws of war, and a whistle — the declaration of war
— and an end with another whistle, which was the signing of the
peace, and a definite score with a victor and a vanquished. It's
not that way. It is a harsh fact of life that we are living in a
state of continuing conflict.

This Chart (See Figure 1) has been up on the Bulletin
Board for a week or ten days. I suggest that in the mind of com-
mand — military command, particularly — and the governmental
command at the national security — presidential level, we are in
the midst of a Spectrum of Conflict in which we start over to
the left with an abstract, impossible, romantically ideal situation
of peaceful international competition — sweetness and light —
and go on successively through the Spectrum. In approximate
terms, we encounter areas of economic competition with tariffs,
trade quotas, currency restrictions and devaluations, political sabo-
tage, propaganda, boycotts, subversive infiltration, arrest, depor-
tation, seizures of ships and cargoes, blockades, border incidents,
violations and reprisals, materiel sabotage, riots and revolutions
fomented from outside, seizure of territory, partial mobilization,
air and naval bombardment, full mobilization, submarine sinkings,
expansion of the scope and area of the conflict, expansion of the
objectives, and, finally, we may come close to the use of thermo-
nuclear weapons — gas and bacteriological warfare.

Now, here, at the left, we have a state of peace. Obviously,
it is peace. Here, in the middle, it is not quite so obvious — it
changes a little bit and pretty soon it has been taken over by a
cold war, and peace is technical only; it is not a real peace. And,
moving to the right, we find that the war warms up — it gets
hot. There are many limitations here. Pretty soon, we have got-
ten to the point where there are no limits. Thus, we have absolute

20
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FIGURE 1
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peace, relative peace, increasing tension, limited war, unlimited
total war. We have an area where we can control what is going
on. Our policies may be effective in exercising control, but eventu-
ally we may lose control and become helpless except o ride the
whirlwind.

Where is the dividing line between the controllable and
the uncontrollable? Nobody knows. It cannot be determined. As
tension inceases, more weapens and tools of conflict are used. In
each case as more weapons come into play the use of the older
weapons continues. Thus, there is a cumulative involvement which
eventually may get out of control.

Now gentlemen, we hear a great deal about the limitation
of war. If we are to think accurately about war or conflict, we
mustn’t kid ourselves. There have been very, very few instances
in history of completely unlimited wars. The fact of the matter
is that the vast majority of wars have been limited. Now, how
can wars be limited? They are limited by objectives. They are
limited by the scope, and the scope can be divided either by nations
or by geography. They are limited by the degree of effort applied.
They are limited by the weapons used, So, if you wish to under-
stand the situation, you must be sure that when you are thinking
in terms of limited and unlimited wars you think in terms of:
limitation of objectives, limitation of scope, limitation of effort,
limitation of weapons. There is such a thing as unlimited war
but it is very rare, and up until recently an unlimited war —
while it might be extremely damaging — did not have the impli-
cations that an unlimited war with present technology might have,

I have apoken of the Spectrum of Conflict., I have spoken
of the responsibilities of command. Now, regardless of what poli-
ticians say or what directives are issued, we must remember that
we are dealing with a form of government in which the political
leadership can change. No political party today can commit the
government party of 1965 to any course of action whatsoever.
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The military commander has got to be able to think so realistic-
ally, so toughly about the war that when the politicians change
their minds and say, “We're not going to do it the way we said
we would do it yesterday; we're going to do it some other way,”
that military commander will not be caught short, mentally, He
may be caught short from the standpoint of forces, but his mind
has got to be able to deal with the new situation.

Now let’s take a look at the structure of war itself (See
Figure 2). Strictly, it is conflict — but it is easier to speak of
it as war.

THE STRUCTURE OF WAR

GENERAL FAGTORS

POLITICAL||ECONOMIG 1 MILITARY v ﬁHOLOﬂIGAL SCIENTIFIC

ITEGHNOLOGICAL

MILITARY FAGTORS

STRATEGY || LOGIBTICH || TACTICS INTELLIGENGE ||GOMMUNIDATIONS

ALL THE FACTORS ARE INTERRELATED

UNGLASBIFIED

Figure 2

The structure of war congists of a group of general factors:
political, economic, geographic, military, psychological, scientific,
and technological — and, you might add somewhere along this
line, ideological. All these factors are interrelated. There is no
sharp division between them.
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Today, we are not going to deal with the broader factors.
I am going to concentrate on the military factors, and I suggest
to you that military factors consist of: strategy, logistics, tactics,
intelligence, and communications, These military factors are based
on the general factors, and all the factors are interrelated.

Let’s give a brief description, not definition, of the military
factors. I suggest that we are on firm ground if we say that:

STRATEGY Determines the objective and broad
methods for attainment.

LOGISTICS Provides the means to create and
to support combat forces and wea-
pons,

TACTICS Determines the specific employ-

ment of forces and weapons to at-
tain objectives of strategy.

INTELLIGENCE Sheds light on the situation.

COMMUNICATIONS Transmits information and deci-
sions

Well, I said that these factors were interrelated. How are
they interrelated? Here, in these three discs (See Figure 3) is an
abstract concept of how they may be interrelated. We have the
dominant factors of strategy, logistics and tactics. Every war
situation is a blend of strategical, logistical, and tactical considera-
tions which can be represented by three discs. Sometimes they co-
alesce into a single disc; at other times they draw apart, but never
beyond the point of tangency.

The mind of command is primarily interested in that central
area where there is a blending of strategie, logistical and. tactical
considerations, Intelligence sheds light on the situation, and com-
munications transmits the will of command. Now, in addition to
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the blend, there are the particular elements of each one of these
abstract subjects which are the realm of the specialist. No com-
mander can possibly know all there is to know about all of these
subjects, but he must know that central area as it applies to his
situation. The specialist in each area is also needed to assist the
commander.

THE STRUCTURE AND RELATIONSHIP OF THE
MILITARY FACTORS IN WAR

- T

COMMUNIOATIO
: ...

IN ALL WAR SITUATIONS, THE ACTIONS AND DECISIOND OF COMMAND, WHATEVER
THE LEVEL, ARE BASED UPON A BLEND OF STRATEGICAL, LOGISTICAL AND
TACTICAL CONSIDERATION.

Figure 3

Now, a sound concept of strategy is the foundation for all
high military thinking. I believe that the higher the level of
thought, the more strategy and logistics tend to coalesce. Doctor
Rosinski concurs with me on that, for he thinks of logistics as an
included part of strategy. Admiral Robbins disagrees with me on
that. So, we have two students of war who disagree categorically
on the particular abstract formulation that I have presented to
you. But, they both agree on the importance of each man secking
his own understanding of these relationships.
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Now a few words on-strategy, because a sound strategy
must be the essential element of all high military thinking. What,
then, is strategy? Doctor Rosinski has summed it up better than
anybody I know in a paper that he wrote two years ago for the
President of the War College (“Thoughts on Strategy and Tac-
tiecs”’). In this very brief, extremely interesting paper he said,
among other things:

Strategy is the comprehensive direction of
power. Tactics is its immediate direction . .

Since strategy must take into account the multi-
tude of possible counteractions, it becomes a means
of eontrol. This element of control is the essence of
strategy . . . ‘

Strategy must be selective in order to achieve
economy. Therefore, comprehensive control requires
concentfration on minimum key actions or positions
from which entire field can be controlled . . . .

The coneept of control applies equally to offense
and defense,

I think that this concept provides a solid foundation for
strategic thinking. There is much more to be said on strategy —
much more — and much thinking to be done.

Now, let’s take a look at logisties. It can be seen in two
lights. First,

The logistics process is al one and the same time
the military element in the nation’s economy and the
economic element in its military operations.

This was said first by Duncan Ballantine in 1947, and
picked up in a Munitions Board Study in 1949. I think it is an
extremely important concept. Logistics must have its roots in the

https://digi-commons.usnwe.edu/nwe-review/vol11/iss1/3 10
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economy. It has its purpose, its objective, in the sustained effect-
iveness of the combat forces, and, thus, logistics becomes the bridge
between the national economy and the tactical operations of the
combat forces.

In the charts (Logisties, the Bridge) which you will find
in the back of this lecture, I have developed some of the appli-
cations of this abstract concept which I believe give a fair rep-
resentation of the most important aspects of this thought of lo-
gistics being the bridge between the national economy and the
operations of the combat forces. We must always bear in mind
that the objective of all logistics effort is to ereate sustained com-
bat effectiveness.

Now let’s look at this in a somewhat different way:

The practical application of strategic concept — spe-
cific tactical operations preceded by logistic action.

Dropping all theory, forgetting about abstractions, getting
right down to the practical elements of the situation, it doesn’t
do you a bit of good to have the finest strategic concept in the
world if you cannot translate it into tactical operations. If you
do not precede your tactical planning and your tactical opera-
tions by the necessary logistical planning and the necessary lo-
gistical action, the strategic concept is worthless. Mr. Eden found
that out, to his disgrace and ruin.

Let’s take a quick look at the economic sources of strategy.
Economic factors are interlocked and regenerative and, among
other things, they include: the development of trade routes, the
sources of materials and distribution of products, the desire to
attain or maintain a standard of living. the problem of excess
population. Remember, economic warfare springs from economic
competition — and, as economic warfare increases in intensity,
it may combine with social-political competition to produce violent
conflict, When conflict takes place and violence takes place, the

Published by U.S. Naval War College Digital Commons, 1958 27
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enemy’s economy becomes the target for destruction or interdic-
tion. His logistics system bridging the economy and the combat
forces becomes an immediate target.

Now, a further thought which 1 will repeat from time to
time:

Economic capabilities limit the combat forces which
can be created.

Logistic capabilities limit the forces which can be
employed.

It doesn’t do a civilian economist or a civilian business man
any good to become Secretary of Defense — and produce a de-
fense system oriented around business economy and procurement
and the most economical and efficient business management of a
military force — if, by reason of the neglect or ignorance of lo-
gistical factors, the combat forces created at that great effort
cannot be profitably employed in the execution of tactical opera-
‘tions supporting strategic objectives and concepts. Well, what
does all this mean? It means that economic-logistic factors de-
termine the limits of strategy.

A further thought: economic factors can upset the political
stability of a nation, or an alliance, and can force changes both
in policy and strategy. You have a brilliant example of that in
the British White Papers of recent years, in Britain's action in
regard to NATO, and the defense of Western Europe.

Now, a further thought along this same line of economic-
logistics. As I said before, economic factors determine the upper
limits of the forces which can be created; strategic-tactical-logistic
factors — a blend of them — determine the nature of the forces;
and the logistic factors determine the balance and, ultimately,
the combat effectiveness of these forces.

That is a mouthful. But, remember that in determining
the balance of our forces, the disposition of our forces, the bal-

https://digtgal—commons.usnwc.edu/nwc—review/vol1 1/iss1/3
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ance between the combat force and the logistic force, we must
evaluate strategic, tactical, and logistic factors, and from this
analvsis determine the proportion of tactical and logistic forces
which will produce the greatest combat effectiveness. This hest
proportion does not necessarily mean the largest number of com-
bat forees.

TLet's take a look at some general strategic-logistic relation-
ships. What are the general types of strategic-logistic relations?
{See Figure 4}.

UNCLASSAED WAMAL WA COLLEGE

SO TYPES OF STRATES-LOGIITIC RELATION

SCOPE ANO TIMING
OF STRATEGIC PLANS.

COMPOSITION BALANGE AND
DEPLOYWENT OF FORCES,
FORCE BUILO UP,

STRATEQIC (WVERBEAS BAME
SITE BELECTION & BULD UM,
CRITIGAL LOMSTIC ELEMENT.
WANTERANCE OF POLITICAL
POSITION WITHOUT WAN,
STRATEGY OF BLOCNADE.

MATIONAL ECONOMICS.
CRIMICAL LOWATIC TARGEY.

Figure 4

In the first place, the scope and timing of logistics plans
is influenced. As I said a moment ago, the composition, balance,
and deployment of forces in the force build-up is influenced by
these factors. Strategic overseas base site selection and build-up
is a striking illustration of the relationship between strategy and
logistics., A critical logistic element in your own forces may greatly
influence your strategy. We have the situation of attempting to
maintain a political position without war, We have the well-known
gstrategy of blockade, which is an economic matter and involves
the selection of critical logistic targets,

Published by U.S. Naval War College Digital Commons, 1958 20
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Well, let’s get back to history. What does history tell us
about these things in the past? How have these matters acted and
how have they influenced strategy? (See Figures b, 6, 7).

URCLARRIFIED e, R COLLDME
EVENT RESULT ILLUSTRATES
AOMOUN FIRET OF | CHDRAMEAME FOO0 STRATESY OF BLOCRADL
JUME BLA BATTLE CONYOY MARTVED. i
1794 FRENGH RVOLLTION MATIOMAL. ECOMOMRGE
HOWE VS VLLAMIT SURVIVED. PLLS MG OBJECTIE

STRATEGY OF BLOCKADE
A CMTICAL LOGHTIC
TARGET

U. . SUBAANINE OiL TRANSPONRT.
CAMPMAIGN w8 MMM | COVMPLED FLEET

LOAS OF POLITICAL

CHINA POSITION WITHOUT wAR

1947 - 1848 LDGISTIC BuPPORT T
DID NOT ARRIVE, PROCLCURE
US A LIFT et NAMTIHANGE OF
BERLW BLOCKADE | CAPS POLITICAL POMT:ON
1848 ARLIPT SUBTAINED WITHOUT WAR
soum.
Figure 5
G,
MECLAMYIFEO AV WAN COLLTOL
EVEKT RESULT JLLUSTRATES
CAIRO fc:::“'m MAJOR STRATEGIC | BGOPE 8 TIMING
{1 3 .
SPEGIPIE s, DECISIONS OF STRATEQIG RLANS
HORMANDY LANDING
ALLOW TINE FOR
a 1944 DELAY b MONTH BUILD UF,
BOUTHERN PRANGE CAITICAL LOGISTIC
1944 BELAY @ MONTH® | ELEMENT, AWLLABLITY
n. OF LANDING CAAFT,
AGEAN EXPEDITION, CAITICAL LOGIITIC
CANCEL., ELEMENT, LANDING
c. CAAFT OILERS,
WOULNEIM LANDING CAITIEAL LOGISTIC
CANCEL. ELEMENT, LANDING
0. CAAFT & WTEEL,
.
Figure 6

1 take my first example from Admiral Bates’ previous lec-
ture. In his splendid talk he discussed the Glorious First of June
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Sea Battle in 1794 between Howe and Villaret. The result of that
battle was that the Chesapeake Food Convoy arrived. This con-
tributed greatly to the survival of the French Revolution and
the subsequent Napoleonic Wars, This illustrates the strategy of
blockade wversus a national economic target, and it also intro-
duces something which is not logistical but which is strategical
— the mistaken objective,

L ] L -
fvant oty LLLITRATES

COEREUL COvERBEAS BASE MTE

AUPMNOUS LARDINGS | ITRSTERS DAVE BELICTION & LOGISTIC
FOomARD [MEMY SUILD P ALOMd Lisk
NONELAO & OF TTRATENY; ACVANCL
oy
FLEXT & A RORCE

SRR P ROR, AOTARLYHED e INTEBRATION

MLECTION OF BASE R OTETIUCTION LoansTic

VRAON LTE & OF SEbmiAN ARy & TALTIGHL PLANMING

SCHEME OF MiNELYER. LHBERAT Ol OF EUROM WO - BAL ANCE

WL GAHME rerr LACK OF INTESASTED
[L11} STRATERIC-LOCIRTIC
PLAN.

CAITIGAL ECOWORMI; -
LOBTIC ELEMEN TS,
OB & TRAMAAONTATION
LACy OF mAFD

FORCE BUILD P,

LACK OF BIA-AN
TROOP & CARN) LIFT.

Figure 7

The United States submarine campaign against Japan de-
stroyed Japan's oil transport, crippled their fleet and their air
force. It illustrates the strategy of blockade and a critical logistic
target.

In China, in 1947 and 1949, we have a very interesting
and controversial illustration in which the Nationalist Forces in
Mukden surrendered when the promised U. S. logistic support
did not arrive. This illustrates the loss of political position with-
out war and illustrates the consequences of a lack of sound logis-
tical procedure.
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We have the United States airlift in the Berlin Blockade,
in which an unexpected U. 8. capability for airlift sustained Ber-
lin and we were able to maintain a political position without war.

Now there is nothing more interesting to the student of
strategy and logistica than to study the miﬁutes, the reports, and
the analyses of the great international conferences which took
place in 1943, 1944, and 1945. The Cairo Conference of 1943 re-
sulted in major strategic decisions, and illustrates the influence
of logisties on the scope and timing of strategic plans. In particu-
lar, the Normandy Landing wuas delaved one month to allow time
for logistie build-up. The Southern France Landing was delayed
two months because of a critical logistic element — the availa-
bility of landing craft. The Aegean expedition was canceled be-
cause of two critical logistic elements — landing craft and oilers.
The Moulmein Landing of Lord Mountbatten was canceled because
of the critieal logistic element — landing craft and steel,

Every World War II Pacific Amphibious Landing illustrates
this relation between strategv and logistics. The result of those
landings was a sueccessful strategic drive toward the enemy home-
land and the destruction of the enemy bases, his fleet and his
air force. They illustrate the problem of overseas base site selec-
tion and the logistic build-up along a line of strategic advance.

The Normandy Invasion is another beautiful example, be-
cause here is the selection of the invasion site and the scheme
of maneuver. This invasion established a firm base for the de-
struction of the German Army and the liberation of Europe. It
illustrates the integration of the strategic, logistical and tactical
planning, It also illustrates the problem of the composition of bal-
ance and deployment of combat and logistic forces.

Gentlemen, we don’t yet know all the ultimate results of
the Suez fiasco of 1956, but we do know that the following strategie-
logistic relationships were illustrated. There was a complete lack
of strategic-logistic planning. We saw the working of a critical
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economic-logistic element: the economic element of oil; the critical
logistic element of a lack of air and sea lift to move combat forces
rapidly. There was a lack of time for force build-up, and this,
of course, was the same — the lack of troop and cargo lift.

1 have briefly presented some specific, very practical ex-
amples of the relationship between strategy and logistics. There
are hundreds more. The study of them and the search for them
is fascinating. There is much to learn,

Now let's turn again to the theory of integration of stra-
tegic and logistic planning. What is the basis for plana?

THE BASIS FOR PLANS

Time-Phased Logistic re-
Objective or Mission quirements Both to Cre-
The Forces Involved ate and to Support the
The Scheme —=  Combat Forces.
The Intensity of Action What?
The Timing i.e., How Much?
When?
Where?

This is oversimplified, but the basis for plans is the ob-
jective or the mission, the forces involved, the scheme of maneuver,
the intensity of action, the timing. All these must be related to
the geography and to the availability of combat forces. From
these factors we can develop time-phased logistic requirements
both to create and to support the combat forces, In other words,
from these elements we get: What? How Much? When? Where?
And these answers must be related to availabilities of logistic
resources, The concepts must come from the mind of command
— but, in our complex technology of today, the mind of command
must be supplemented by efficient and understanding staff work.

Published by U.S. Naval War College Digital Commons, 1958 33

17



Naval War College Review, Vol. 11 [1958], No. 1, Art. 3

The staff responsibilities are:
Operations states forces and schemes.
Logistics states probable shortages.

Operations and logisties jointly suggest
modifications.

Command evaluates and decides.

For this to be effective, the strategic-logistic diseussion
and thought among the members of the staff in the logistics di-
vision and in the operations division must be concurrent. You
cannot have a strategic plan burst full-blown from the brow of
Zeus, and then pass it over to the logistics boys and ask, “Now
can I do it?"” because too much time is consumed. The men who
are doing operational and strategic planning must know enough
about logistics so that their schemes are not absurd. And, gentle-
men, in the past we have had some awfully absurd schemes spring
from the minds of so-called “strategists,” who isolated themselves
from the logistics facts of life.

Now I told this to the Naval Warfare 1 Class last week,
and I will repeat it and tell it as long as I have the breath in my
body: It is not the task of any logistics division to decide logistics
feasibility. The logisties division decides on the logistic require-
ments to support a scheme for operating combat forces, It must
know the state of logistic availabilities, and states to the Com-
mander what shortages to expect under the scheme which he pro-
poses. One of the toughest of all command decisions is to decide
this question of “logistic feasibility.” It cannot be passed to a
logistics division except in cases where the mass of material,
the complexity, and the lack of foresight have been so great as
to result in a plan which is so obviously bad that it cannot come
close to being supported.

Now, what is logistic feasibility? What is a calculated
risk? Logistic feasibility is the measure of the degree of risk and
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hardship that the Commander is willing to place upon his sub-
ordinates in order te accomplish the tactical and strategic ob-
jectives of his strategic concept. It is a command decision, and
great sacrifices may be called for in this matter. Too often we
hear people use the term “a calculated risk” when there has been
absolutely no calculation whatever, but merely a guess. They are
dangerous words — ‘“feasibility” and “calculated risk” -— and it
is well to know what you are talking about when you use them.

A few more thoughts along this line:

Command transforms war potential into
combat power by its control and use of
the logistic process,

In other words, a Commander who does not understand and has
not the ability to control and to use his logistic support effectively
ie wvery limited in the degree to which he can develop combat
power, regardless of what war potential or combat forces he may
have.

Before considering the general trends which seem to be
developing in our defense gystem, it is well to restate the basic
thought:

Economic factors limit the combat
forces which can be created.

Logistic factors limit the combat forces
which can be employed.

X X X

What are the trends of today? The trends are complex and
contradictory because the sources of these trends are themselves
complex and contradictory. The trends which we can cbserve
grow out of fundamental human forces — the same forces which
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have caused the Industrial Revolution and its latest phase, the
Nuclear-Electronic Revolution.

Among these trends we have a trend toward increasing
centraliziné, with the elevation of military decision to higher and
higher brackets of command and its transfer to civilians in gov-
ernment. This applies to strategy, logistics, and tactics. If you
don’t think it applies to tactics, just think of the question of who
decides on the tactical use of atomic weapons.

Weapon systems demand their own logistics more and
more. Each new complex weapon system is asking to have its own
logistic support, and that factor alone presents some very dif-
ficult problems for command to handle.

Another trend is that the center of gravity of personnel is
moving back toward the Zone of the Interior as the balance of per-
sonnel swings to logistics by reason of technological advance, Of
course the most striking example of that is the Air Force, where
the job of combat pilot seems to be disappearing rapidly. Cer-
tainly it takes a lot more men to make sure that things work
right when you push the button than it takes to decide to push
the button. In faet, today, gentlemen, military commanders are
making fewer combat decisions and more logistical decisions. This
has important implications in the study of command.

In preparing to act effectively throughout the whole Spec-
trum of Conflict, we should recognize how logistics factors tend
to dominate. For example, we have the logistics of thermo-nuclear
war. To a large degree this is a matter of civ_il defense. The lo-
gistics of recuperation requires the use of methods of advanced
base development. It also needs decentralized logistic support to
sustain thermonuclear retaliation,

But what about & conventional war? Any conventional war
which we may engage in will be fought under the threat of ther-
monuclear war. Conventional logistics to create sustained com-
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bat effectiveness will be required. Economy of resources will also
be needed — not only to maintain an economic-political position,
but also as a standby for possible thermonuclear war. And cer-
tainly the logistics of a cold war requires economy of force —
and as they cut the budget, the shoe begins to pinch. The logistics
of the cold war requires logistic readiness, both for conventional
warfare and for thermonuclear warfare. Furthermore, a healthy
economy is required for the long-range economic-political struggle.

I have briefly stated some of the problems. I think they
all add up to a study of principle — the understanding of cause
and effect. These matters involve difficult decisions for command,
and in these there must be integration of strategic and logistical
thinking. They reguire combat effectiveness in conflict. There is
no payoff if the troops can't fight.

At the highest level of command, command is concerned
with the economic-logistic influences and their limitations on stra-
tegic decision. As the level of command descends, these limitations
and influences tend to shift to the purely logistical, and, there,
they limit and influence the immediate employment of specifie com-
bat forces.

Today, the mind of civilian command is concerned primarily
with economic influences and limitations. The mind of military
command is concerned primarily with operational logistic influ-
ences and limitations, although it has plenty of work in the eco-
nomic field, too.

But the chief point is that both civilian and military Com-
manders must be aware of these influences and of these limita-
tions, and must understand the shifting relationships in the ex-
ercise of control which modern conflict requires.

Well, do I presume to call this a comprehensive theory of
war? Do I presume to call it a modest start on pointing your think-
ing toward what we need to know? Perhaps it is one, perhaps it's
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the other. Regardless of which it may be, I think it is rewarding
to think in the following terms.

We need to know more about the elements of power in
modern conflict.

We need to know a great deal more about the position of
strategy as continuous comprehensive direction of power for the
purpose of exercising control.

We need to know more about the selection of correct stra-
tegical objectives and the employment of appropriate elements of
power in the attainment of those objectives.

We need to recognize the need for adjusting the use of
power as the nature and area of the conflict shifts.

We need to know a great deal more about the position of
the process, the art, the science of logistics as the bridge between
the national economic base and the effective employment of com-
bat forces.

We need to know more about the manner in which logistic
factors limit the employment of combat forces.

We need to know a great deal more about command and
command decision.

And, finally, we need to know that high command must
always seek the understanding, the organization, and the decision
process which are most suitable to the flexible employment and
direction of power in modern conflict.
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the rank of Rear Admiral on 830 June 1952. Since 1952, he has
been with the George Washington University Logistics Research
Project.
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LOGISTICS, THE BRIDGE

CHART 1

THE LOGISTIC PROCESS USING THE FUNDAMENTAL ELEMENTS
OF LOGISTICS: REQUIREMENTS, PROGUREMENT, DISTRIBUTION,
AND THE BASIC ASPECTS OF COMMAND: ORGANIZATION, PLANNING,
EXECUTION AND SUPERVISION, FORMS A BRIDGE BETWEEN THE
ECONOMIC SYSTEM OF THE NATION AND THE ACTUAL OPERATIONS
OF THE GOMBAT FORGES.

THE FOLLOWING CHART PROVIDES AN OVER-—SIMPLIFIED
DESCRIPTION OF HOW THIS WORKS. IN STUDYING THIS GHART A
FEW BASIC THOUGHTS MAY BE HELPFUL,

LOGISTICS IS: AN ART, A SCIENCE, A PROGESS.

THE LOGISTICS PROGESS IS AT ONE AND THE SAME TIME
THE EGONOMIC ELEMENT OF OUR MILITARY OPERATIONS AND
THE MILITARY ELEMENT OF OUR ECONOMY.

GOOD PROGRAMMING AND FINANGIAL MANAGEMENT SHOULD
PERMEATE WHOLE PROCESS. (COMPTROLLER TECHNIQUE IS PART
OF THIS.)

THE PROCESS OF FULLY INTEGRATED STRATEGIG—LOGISTIC
PLANNING RELATES MEANS TO SPECIFIC STRATEGIC OBJEGCTIVES.
WHEN THIS IS FOLLOWED BY SOUND LOGISTIC PROCESSES AND
PROCEDURES THE TIMELY LOGISTIG SUPPORT OF TAGTICGAL FORCES
1S ASSURED.

COMBAT EFFECTIVENESS—ALWAYS,
CRITERIA ={ BUDGET EGONOMY IN PEACE,
TIME—RESOQOURCES — OBJECTIVES IN WAR.

FINALLY, DO NOT THINK THAT THESE DESCRIPTIONS AND
CATEGORIES ARE EXACT NOR THAT THEY CAN BE PREGISELY
DIFFERENTIATED. IN REALITY THEY ARE INTERTWINED IN
WONDROUS MANNER!
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